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Chapier 1

Introduction

Background

1. . The Managerial Grid is a training program with the dual objectives
of improving individual and organizational effectiveness (OE), Phase I, a
one week seminar, includes exercises in which Grid participants decide what

the characteristics (e.g. quality of comrnunication flow up and down the

hicrarchy) of an ideal organization should be. This is followed by an exercise

in which small discussion teams in the class identify the organizaticnal harriers

which should be reduced if the Agency is to move toward greater cifcctiveness.
(This does not imply that the Agency is not already operating at a high degree
of elfectiveness,)

2. Approximately 1200 Agency professionals, primarily in grades GS-13

through supergrades, have completed in-house seminars since May 1964, Agency

seminar leaders have long noted that Grid participants firom one course to another

have rcpeatedly been mentioning the same gencral barriers to OE. These Ageacy

barriers were made the subject of an instructor's course report in February 1968

which was later summarized in an OTR Weekly Report to DD/S. It was followed

by a briefing to a DD/S Staff Mecting by

3. Up to this point, the "barriers' information had been derived solely

{rom seminar leaders' notes faken during the verhal prescentations of teamn

25X1

spokesmen on this subject. The spokesman's repoxrt is a group product reflecting
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a conscnsus of team members, No statistics were available showing the total
of individual responses for course participants., It was recognized that the
team products could be casily distorted by the influence of 'a strong member

or by sub-groupings within the tcam. An anonymous questionnaire administered
to all course members might provide more objective data on attitudes of Agency
professionals toward organizational problems. Morcover, this approach would
allow analyses and comparisons of attitudes of participants from the different
Directorates as well as from the different grid training groups.

Questionnaire

4, A gucstionnaire containing eightecn statements describing organizational
o feel ]

barriers was devecloped by Dr. | pf the Management Training 25X1

Faculty., The items were rewritten by Dr, | | A& Research 25X1

Branch, OMS, who worded them in a more neutral, factual tone; he also developed
a six point scale which could be used by respondents to indicate the degrec to
which the statement represented an existing practice or condition adversely
affecting OL., The scale was designed to allow relatively unambigucus, ahsolute
interprrctations of the six degrees from category 1, "Not at all', to category 0,

"o a very major degree'!, The final version of the questionnaire is attached,

(See Attachment A)

5. The questionnaire was completed anonymously by 124 participants of

—~

three Management Grid Seminars as follows:
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Date Course Nurnber of Students
12-17 May 1968 Senior Managercent (Grid) 49
28 Apr-3 May 1968 Managerial Grid (Midcarcer) 33
21-26 April 1968 Managerial Grid (GS-14) 42

Respondents were instructed to answer cach gquestion in regard to the Agency.
Some could not respond to the word ”Agencj” since they were unfamiliar with
the world beyond their own immediate offices; therefore, the classes were told
to use as a frame of reference the largest unit in the Agency with which they
were familiar, such as their own immediate office, their division, their comi-
ponent, or the Agency if they had sufficient overview.

G6. In cach case the instrument was administered at the beginning of the
course because it was assumed the respondents would express their more stable
and deeply ingrained attitudes at that time than they would later in the seminar -
This is particularly apt to be the case in the Grid since the team aclivity on
organizational problems often provokes heated exchanges that might intensifly
attitudes.

Comments on the Sample

7, Ideally, any attitude questionnaire should be completed by the entire
population being surveyed (e.g., all professional personncl in the Agency) or by
a represcntative sample of that body. If a sample is chosen, it should be repre-
scentative in at least the following factors: work component, grade, supervisory

and non-supervisory status, age, education and years of service with the Agency.
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The sample used in this survey was composed of students assigned to

courses and is not considercd representative in all of the above factors., TIor
example, the midcareerists are reportedly a select group since the rationale
for the program is to preparc thern for higher management responsibilities,
The classecs survcyed_are made up primarily of supervisors or personnel
scheduled for supervision or management responsibilitics so the responses
of non-supervisory professionals arc not part of this study., One could hypo-
thesize that non-supervisory personnel might feel more strongly than super-
visory about matters such as carcer planning and fitness reporting practices,

since the rewards of being a superviser (e.g., status and recognition) might
alleviate the intensity of feelings.

d.

9. Other speculations might be made about biases:

Senior Grid:

vior Grid: The GS-15 and supergrades presumably have high-
level responsibilities, Research shows groups at this level are inclined
to find greater job satisfaction. They should be more favorably predispos

s ed

toward the organization and thus might be inclined to deemphasize problems,

Communication up the hicrarchy arc not generally as good as down and it

b.

is possible that senior officials' awareness of somc of the problems might
not be complete,

Midcarcerist Grid: Similar, although less extremec, dispositions
may be operating for this group,

Since they arec an elite body, the organi-
zation that has so recognized them is

apt to be perceived with favor,
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c. GS5-14 Grid: Those attending the G5-14 Grid seminar may be

legs favorably predisposed toward organizational practices than the above

groups. It is presumed that mawny are in the midcareer range but have

not been selected for the training program for that group.

10, Samples from cach Directorate~--excluding the Directorate for Science
& Technology becausec of the small number of this component's participants---
were constituted from the foregoing grid seminars. An individual's service
designation was the basis for his assignment to one of the Directorate samples.
The question as to what degree the respondents in these samples are representative
of their Dircctorates is important because the findings show significant differences:‘
in the responses between the three components, The office of origin and other

background information on the Directorate samples are shown in Attachment B,
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Chapter 11

Results for Total Sample

What Barriers are Considered Serious?

11, Thbe primary foecus of this analysis will be upon those questionnaire items
which received high percentages of respondents indicating that the barriers were
adversely affecting organizational effectiveness to a major or very major degree,
It is reasonable to assume individuals using these response categories feel the
barricers are of sufficient magnitude that some action toward improvement should
be taken.

12. The number of persons indicating barriers to be major or very major
ranged from 32% down to 9% for the various items. (See Table 1, Attachmeni B)
Thesc extreme-score data of Table 1 can be divided into various levels of
employec concern as follows:

COMMENTS ON SURVEY RESULTS BASED UPON PERCENT OF
TOTAL GROUP WHICH USED CATEGORY 5 (TO A MAJOR

DEGREE) OR 6 (TO A VERY MAJOR DEGRER %) IN COMPLETING
ORGANIZATIONAL EFFRECTIVENESS QUESTIONNAIRE

Level " Percentage
of . cf
Concern_ Respondents
1 Compartmentation being used as an excuse for not 32

communicating rather than for sccurity reasons was
seen as the most serious problem by respondents.
Thirty-fwo percent of the respondents saw this practice
as a "'major" or ''very major'" problem as compatred to
25% or less for all other items on the guestionnaire,
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Concern

2 Of major concern are personnel problems including

- inadeguacy of carcer planning

- lack of straightiorward perforimance fcedback to
cmployecs .

- chiefs picking their buddies feor assignments

- inadequacy of IFitness Report form to permit
accurate evaluation

~ inadequate utilization of talenis and abilities
3 Management practices and related consequences

a. DBosscs are too often making decisions without
participation of the "doers!, and

commmunications are too coften downward without
upward feedback,

b. This is related to

- a lack of clarity as to what the organization is
trying to accomplish in certain programs and

- in certain countiries, and

- intergroup conflict arising from overlapping
responsibhilities.

(Note: Most of the items above were answered in categorics 5

Pcrcentage
of
Respondents.

24

24

18

21

a0

21

21

22

or 6 by 20%

or more of those surveyed, The excceptions were oun {itness report form
and utilization of talents which logically could be clustered with personnel

handling items. )

|
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Level ' Percentage
of of
Concern Respondents
4 Intergroup conflict arising from
- compartmentation or 17
- lack of coordination 15

was seen as a second order (less than 20%) problem,

Juack of interpersonal openness and trust 18
was at a similar level, as was the item on

o

Cliques hindering progress. 1

However, respondents showed no strong tendency 14
to believe substantive issues were being avoided for
fear of conflict,

o

Personnel overstaffing received the least ' 12
emphasis of all items on the questionnaire, (Unfortiunately
an item on understaffing was not included, )

13, Although miany felt rathexr strongly that compartmentation was being
used as an excusec for not communicating, they tended to sce the conscquences
(judging only by the alternatives offered on the questionnaire)-as less severe.
The barriers statements most closely correlated with the compartmentation
iterm included all three of thosc on intergroup conflict and the one on clique

cstructure.  All of these were seen as scrious by 22% or less of the respondents
in contrast to the 32% indicating compartmentation was major or very major
in magnitude. It is possible that some of the consequences of using compart-

mentation as an excuse for not commmunicating were not included in the

gquestionnalire items.

o 'l“:}r,-.
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How Widespread is the Awarencss of the Barriers?

14, 1t is possible for hard-core percentages of 20% or more to fcel ceriain
barriers arc serious and, at the same time, to have large percentages say that the
barriers arc not important, %o obtain an indication as to how widespread the
feelings are concerning the barriers, the data have been analyzed for cach item
to show the percentages of respondents indicating the practice or cornditions as
adversely affecting the organization, Table 2 gives these results for all persons

who checked one of the four scale positions stating the item subject was to a

minor, moderate, major, or very major degree a barrier. The perceniages

range from 89% on fitness report practices down to 43% for personnel overstafiing.

15, The importance of these percentages is not the absolute size but the
25X1

relative ranking of problem areas, in his rescarch in industry

has found responses of similar magnitude {from managers when they were asked

25X1
to indicate bharriers to O, Yor example, :lloports that communications is
listed as a problem by 74% of his sample in the United States, by 63% in Great
Britain and by 84% in Japan,
16. Comments on Tabkle 2
a. The high rank ordering of the arecas of personnel-handling problems as
management practices found in Table | helds up in Table 2. The items in the
top half of Table 2 included in these two groupings are as follows:

(1) Personnel Handling -~ Fitnc.s appraisal practices are not

adequate to give individuals sufficient guidance as to how they should
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improve (89%). There is insufficient interpersonal openncss, trust
and leveling (79%), Career plauning is not adequate (78%), The prescen?
Fitness Report (FR) form does rot permit accurate evaluation (74%),
and there is a question of the degree to which employee talents and
abilities are fully utilized (70%).

(2) Management Practices - Respondents felt communications

are predominantly downward with insufficient oppertunity fos ideas
and critiques to flow up the chain of cormmand (82%). Bosscs are too
frequently making decisjons without getting the views of the subordinates
who have to carry out the action (79%). These practices arc associated
with a lack of clarity as to what the Agency is attempting to achieve in
certain programs (75%) and a degree of intergroup conflict arising fromn
lack of coordination (74%).
b, At the bottom of the list, overstalfing (47%) appears of less con-

cern than the other items. Seccing cliques as hindering progress (57%)

and subordinates being '"shotdown' while attempting to carry out unclear

objectives (57%) are also not given as broad an emphasis.

17. The major differcnce between the Table 1 (rnajo:'r and very rnajor)

and Table 2 (minor to very major) results is that "compartmentation being

uscd as an excuse for not communicating' ranked eleventh in widespread

SHeliT
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awarcness in Table 2 but clearly rose to {irst place as the most serious

problem in Table 1,

o
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Chapter JII

Resulis for tre 2 Different Grid Seminars

18. For this section, only the data from response catcgories 5 (o a
major degree) and 6 (to a very major degree) arc used, Itis assumed that
individuals selecting these categories fcel strongly enough about the barriers
to feel action should be taken in contrast to those who say the problem is

ninor or moderate, who may not. Emphasis is also to be placed upon thosc
barricr items receiving 20% or more of the responses in categorics 5 and 6

as an arbitrary means of pinpointing thosc that might deserve more attention.

Res 1111,»;

(Asswnptions as to how the participants in the different Grid seminars would
respond were included in paragraphs 8 and 9),

19. Agreement Among Seminars - There were only three items which the

three seminars agrecd Werer of major or very major importance: 21% of cach
showed higiﬁ concern for (a) comparimentation being used‘as an excuse for not
communicating rather than for security reasons, (b) the extent to which "chicfs"
pick their buddies for assignments, and {c) bosses too {r equently make decisions

without getting the views of those who have to carry out the action,

20, Diffgroncc in Responses Between Grid Seminars

a. Most cutstanding was the divergence in views regarding conflict,

The midcarcerists gave this top emphasis attributing it to lack of coordinaticn

(30%) and overlapping responsibi]itics (2'?%) and somewhat less to compart-

oy (F
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mentation being used as an excusc for not communicating (21%). (See
Table 3) The senior people in contrast placed it on the bottom attributing
it to lack of coordination (9%) and compaxrtmentation (11%). (See Table 43
The GS-14 Grid respondents gave less extreme emphasis to the arcas of
conflict, (See Table 5) However, it will be noted that the GS-14 group
showed far more concern about the items rclating to fitness reporting thawn
the Seniors and Midcarcerists. This finding tends to support our specula-
tion (see paragraph 9, ¢) that their attitudes might be less positive than the
other two groups becausec they had not been sclected for midcarcer training,

Interpretation comments: Communications flowing upwards frequently

have negative information filtered out upon the assumption that the
boss docs not want to be bothered by it. Could it be that the senior
people are not awarc of some of the conflict existing below their level.
Or could it be that the midcareerists are looking upward in making
this judgment and are secing thcir bosses involved in conflict? There
are no data to enlighten us,
b, The midcarecrists showed less concern over the adequacy of
carcer planning (15%) than any other grouping analyzed in the study.
However, it was the first item on the list of barriers for the senior group

(31%) and emphasized by the GS-14 Grid (25%).

Ploiriva
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Chapter IV

Results for the Directorates

Data Used in Analysis

21. For this scction only the data from responsc categories 5 (to a majox
degree) and 6 (to a very major degree) are used. Emphasis is also to be placed
upon those barrier items receiving 20% or more of the responscs in categories
5 and 6 as an arbitrary means of pinpointing those that might descrve most
attention.
Results

Z2, Agreement Among Directorates - There were only three itenms on which

the three Directorates were in agreement: Zl%‘-or more of each showed high
concern for (a) compartmentation being used as an excuse for not communicating
rather than for sccurity recasons (Item #2), (b) the adequacy of carecr planning
(Iterm 11), and (c) the extent to which "chiefs" pick their buddies for assignments
(Item 16),

23. Tor all other items a wide and consistent divergence in responses was
found between the three Directorates. 7The Support Scrvices showed a higher level
of concern for the barriers generally then the other Directorates, Percentages
for the extremec scores (Categories 5 and 6) for the Clandestine Services did
in no case excced 23%. (See Table 6) The Directorate of Intelligence had

percentages up to 30% (Sce Table 7). In centrast, the Support Services had

PR A T O
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percentages up to 42% with ten of the cightecen iteins excecding 30.%, (Sce
Table 8) Figure ] depicts the differences in Directorate responscs {or all

gquestionnaire items,

24. Support Ser

a. Compartmentation being used as an cxcuse for not communicating
(42%) is secn as the greatest barrier closely followed by intergroup con-
flict arising from compartmentation (39%). Intergroup conflict from lack
of coordination (31%) and overlapping responsibilities {27%) also were
emphasized.

b. Bosscs are too frequently making decisions without getting the
views of those who have to carry out the action (35%) and conupunicaticns
are too frequently down the chain of comunand without adequate flow upwarg
of ideas and critiques (31%). Bosscs are also too frequently selecting their
buddies for assignments rather than thos.c: who are best qualified (27%).

¢. In addition to sceing carcer planning as an important problem (31°9),

there was considcrable feeling that the fitness report form was inadeqguate

[ S5

(39%) and that fitness teport practices were notl providing employees with the
straightforward feedback necded to improve performance (35%).
d. Not scen as scrious probleins were overstafiing (8%), tendencies to

avoid substantive issues (8%), and subordinates getting "shotdown" for being

unproductive while trying to implement unclear objectives (12%).

Approved For Release 2003/05/05 : CIA-RDP84-00780R003100110039-6



1001 10039-6

25. Directorate of Intelligence

a, ILike the Support Services, the Directorate of Intelligence saw
compartmentation being used as an excusc for not communicating as a
major barrier (30%); however, unlike the Support personnel (but similar
to CS), the Dircctorate of Intelligence did not sce compartmentation re-
sulting in intergroup conflict tc any great degrec (9%). the latter item
being one of the two lowest on their list, Intergroup conflict where it
existed arose {rom overlapping responsibilities (24%) and some {rom lack
of coordination (15%).

b, DBosses are too frequently making decisions wi’thout getting the
views of those who have to carry out the action (27%) and communications
arc too frequently down the chain of command with inadequate {low upward
of ideas and critiques (22%). Bosses arc too often selecting their buddies
for assignments rather than those who are best qualified (27%).

c. In addilion to sceing career planning as an important problem (27%),
there was concern that the fitness report practices were not providing
employces with the straightforward feedback needed to improve performance
(24%) and that the fitness rcport form was inadequate (21%).

26, Clandestine Services

a. Like the other two components, the CS saw compartmentation being

«

used as an cxcuse for not communicating as a major barricr (21%). However,
unlike the Support Services (but similar to the Directorate of Intelligence),

the CS did not see compartmentation resulting in intergroup conflict to any
serious degree (9%). Intergroup conflict where it existed was due to over

ey -
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lapping responsibilitics (16%) or lack of coordination (10%).

b. The CS is very different from the other components in certain
management practices. Bosses too frequently making decisions without
getting the views of thosc who have to carry out the action (9%) shared
the bottom of their list of concerns along with communications which are
too frequently downward with inadequate flow upward of ideas and critigues
upward (9%). DBosses seclecting their buddies for assignment wuas given
higher emphasis, however (21%).

c. At the top of the CS list of barriers was concern over adequacy of
carecr planning (23%), with fitness report practices not providing adequatc
feedback to help improve per.fornia.nce (16%) falling further down on the
list; the inadequacy of the fitness report form (12%) was still lowcr.

d. Number two item on the CS list was the clarity of goals in certain
countries (22%) being a barricr,

Discussion of Results for Directorates

27, Two tendencics stand-out in these findings. First, compartmentation
is seen to .Iiave different effects by the components. Secondly, CS personned
appear less concerned about the boss-subordinate relaticnship in their Directorate
than other respondents. They appear to be saying, "Our bosses talk {o us about
things that concern us before making decisions, " They are also acknowledging
that communications up and down are not bad. However, the other components!

personnel appear to be saying that there are delinite problems in these areas,

Choy
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It is assumed that the Dircctorate of Intelligence personncl arc referring to
their own internal situation, but Support personnel, in contrast, meay be referring
also to the life they live within the other two components to which they are
frequently assigned or intcract with, Further work to clarify the framec of
references uvsed by respondents is needcd,

48, A number of considerations mey be cited to account for the differences
between Directorates, particularly those between Support on the onc hand and jhe
CS5 and Directorate of Intelligence on the other. *(See Attachment D for bay granhs
on speciﬁc items, )

a, The interrelationships betwzen the Directiorates may cause greater
problems for the Supporti Services than for the other two. This is likelv
because Support is most frequently in a position of taking action upon request
cl, or after decisions are made by, the other components who have the
primary responsibility for accomplishing organizational missions. Some of
the data would lend credence to this interpretation, All three directorates
identified as a major problem, "compartmentation which is used for an
excuse for not communicating rather than [or legitimate security reasong, "

* The differences in mean scores for the ifems were not significant between the
Directorate of Intelligence and the Glandestine Services (except for Item 3):
however, the Support Services was significantly different from one or hoth

Directorates on seven items for which data are available,
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However, a low percentage of respondents in the Clandcstinoi Services
(9%) and the Directorate of Intelligence (9%) indicated that intergroup
conflict arising from compar tn%cntauon was a major problem. In con-
trast 39% of the Support Services indicated it was, Could it be that
organizational functioning was not secen by CS and the Directoraie of
Intelligence personncl to be adverscly affected by compartmentation hut
Support personnel found their efficicncy complicated by this condition?

b, The Support Services persoanel may have greater perspective
and knowlcdge of Agency-wide barriers than the other components, This
assumption is based upon the fact that Support personnel have an oppor-
tunity to serve in all components of the Agency and thus are provided with
broader cxperience,

c. There could be diffcrences in the organizational culturcs of the
three componcents. For example, the Support Services may be open and
outspoken about calling a spade a spade, whereas the others may more

typically play things in low key.

A 1
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Chapier V.

Interpretative Comments

29. In this section we wish to leave our analyses and discussion of
z.‘esponscs to individual items and focus on the results of the questionnaire
as a whole and on some major problems in interpretation they raise, We arc
struck by the fact fhaﬁt people in different Directorates and training groups
differ often and significantly in the degrec to which they regard certain
practices and conditions as actual barriers to the Agency's effectiveness.
We are equally impressed with the fact that very typically people within
a Dircctorate or within a training group differ -signii"icantly in their judgment
as to whether a given practice or condition is or is not a barrier to organiza-
tional effectiveness., These are intriguing findings, ones which certainly
warrant further comment and rescarch.

30. What situational and/or dispositional factors might be operating to
account for these striking discrepancies? Some of these factors have been
alluded to earlier in the text.

a. Situational Factors: By these we mean attitudinal detorminants

arising fromn one's actual experiences in and perceptions of the Agency,
For ecxample, work climnates and general job satisfaction may differ from
office to office, or Dircclorate to Directorate, This may be a function of
one's colleagucs, the group dynamics, one's level in the organizational
hiecrarchy, one's boss, administrative practices, the naturc of one's job

or some combination of these.

-y g g mas
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(1) We have collected some data which relate to the situational
factor. Ome of the excrciscs in management grid training rcquires
students to evaluate the Agency's culture, i.e., current day-to-day
practices and ways of working characteristic of the Agency. Responses
to this exercise of the Senior Management, the GS-14, aud Midcarcer
training groups were separately analyzed., The results showed that
the Eenior group evaluated the Agcncy culture as significantly more
(9, 9), (a grid style which couples heavy emphasis upon production
with bigh concern for development and employment of the individual's

4.
H

talents, abilities, and expericnce) and significantly less {9, 1) (a style
in which efficiency in operations results from arrvanging conditions
of work in such a way that human elements interfere to a minimum
degrec) than cither of the othcr groups. Thesc results suggest that
the Seniors find the Agency more people oriented (in the 9, 9 sense)
and presumably more satisfying than groups of lesser grade, responsi-
bility, and tenure, 7This is not unexpected, as research on organizations
has repeatedly shown that employeces with greater responsibility have
higher job satisfaction and morea positive attitudes toward managermens
communications and advancement opportunities,

(2) Betwcen Directoratescomparisons of organizational culture

evaluations did not reveal any significant differences,

PR R R
1

pray—
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Approved For Release 2003/05/05 : CIA-RDP84-00780R003100110039-6



Approved For Release 20031(15105r ;;‘gé,!A-RDP@%@O? 0R@P3100110039-6
L :' g ; §

-2l

b. Dispositional I'actors: Included here would be determinants
primarily arising from relatively durable individual traits or character-
istics. In the realrn of dispositional factors one may hypothesize that
different managerial and organizational values may be held by people in
different Directorates and training groups, (Recent AES rescarch has
shown that officers in the different Directorates have, on the average,
different vocational interest and work attitude patterns.) A pariial test
of this hypothesis was provided by analyses of rcsponses to the grid train-
ing exercisc entitled "A Comparison of Study of Managerial Values' wherein
the student rates the relative desirability of the five managerial styles of
the grid, Results of this analysis indicated that neither Dirvectorates nor
training groups differed in their ratings. However, the transparcncy of
the rating instrument used in this exercise makes the results somnething
less than a definitive test for differcntial values across groups. In the
last analysis, situational and dispositional factors do not opcrate indepcen-
dently, but rather are interactive. Our separate trcalment of them is
:rncrell'); for purpoeses of exposition,
31. The limited data obtained in this study preclude most speculation on
“ the role of the factors delineated above, Their role remains, however, an
important issue with which we must come to grips to achicve a full understanding

of the meaning and significance of the survey data.

}‘j
,4::
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Chapter VI

Action Implications

32, The first question to ask before comumenting on action implementations
is whether top management is already aware of and acting upon the types of
barricrs studied in this report. If the answer is in the affirmative, further
comments arc perhaps not relevant, The writers not being informed on this
matter will procced as if the answer were in the negative. The second question
to raise is whether the survey resulis are what they are because of a sample
bias, i,e,, the pcople attending the three courses may not be representative of
their Directlorates. Since this gquestion cannot be answered completely, the
first recommendation would be in the direction of determining the validity of
the survey findings,

a. Conduct a Complete Survey of Professionals - To obtain accurate

results as to how Agency professionals perceive the barriers, either a

complete survey or one involving rcpresentative sampling could be con-

ducted, The barriers' areas could first be moré completely defined throagh
sampl('i intervicwing and thesc data could be used to construct & more com-
prchensive questionnaire,

b. Fecdback of Data to Effect Attitude Change - One technique being

used by the University of Michigan group and others js to usc survey data
as a basis for bringing about organizational change., The research results

arc presented to the professional eraoployecs at discussion meetings of

small organizational units. Suggestiions for action to overcome barriers

382




Approved For Release 2003/05/05;: GtA-RDP84-00780R003100110039-6
24 '

are sought from the participants and arc sometimes of sufficient worth
to be acted upon by management,

c¢. Management and supervision coursc sessions could also include
discussion of the findings as a basis of educatling personnel on low to
overcome some of the barriers. The survey findings might also provide
guidance as to what attitudes they should encourage in new cmployees,
e.g., image building for intergroup cooperation between Directlorates.

d. Employment of Grid Techniques - Since over 1200 Agency pro-
fessionale have completed the Grid, it may be possible to take advantage
of this reservoir of training and build upon it in certain arcas. FIor
instance, if intergroup conflict exists between two units, Phasc I'1 of
the Grid provides a technique of atternpting tc cope with it. Pbase II
as a means of work team development could also be appropriate in certain
cases. This would be particularly so in attermpting to overcome problems
of bosses too frequently making decisions without consulting their subordinates
who later find themsclves struggling with the consequences of this practice.

c. Training in mployee Appraisal - Although therce was consideralble

concern over the FR form, it will be remembered that 'R practices (not
cnough leveling to guide employee toward improvement) was a barrier of
which there was a widespread awarcness in the Agency, The process rather
than the instrument appears to be the most meaningful point to cmphasize.

One technique designed to improve employee appraisal through forthright

[ R R
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communications involves supervisor-employee goal setting. A
program in the techniques of goal sctting with employees could he

instituted organization-wide,
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Directorate Lo which assj,ne@

Service aengnau¢on -

umerous studies have been made in industry aad govermmant of
the barriers to organizational effectiveness. Below 58 a list of
practices and conditions that have freguently been identified as
factors adversely alfecting organizational effectiveness. Enler
in the space provided to the right of each the number (L to 6) of
the regponse that most aecuraue]y CEPYESHER YOUr Views.

To what degree is the Agency's
elffectiveness adversely affected
by the practice or condition?

Lﬂ ponses

1 -~ Not at all
2 - To
3« To
){. -« To
5 - To
6« To
1. Commmnicetions vhich are predominantly down the chain of e
command with minimael flow of ideas and critiques up the
hierarchy.
2. Compartmentation which is used as an excuse for not 2.
communicating rather than for legitimate security
reasons.,
3. Decisions which are made by bosses without getiing the 3. .
views of those vho will have to carry out the action.
L. Degree of clarity existing as to what the organization h, o
is trying to achieve in certain programs.
. Degrec of clarity exis Ling as to what the organization Se
is trying to achieve in certain countries, :
6. Iower echelons trying to implement unclear objcctives 6. e
and getting "shot down" for being unproductive.
7. Iunlergroup conflict ari Lsing from overlap of respongi- 7. ,
bilities.
8. Intergroup conflict arising from lack of adequote 8, o
coordination.
9. Intergroup conflict arising from compartmnentation. Q.

\i\k i'i--,',‘
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L0, Tnformal ovganizatlon and clique stroctires which w.
hinder progress toward organizetionsl soals and
objectives.
1l. Personnel ~ Adequacy of provisions for carcer ll.thMW*dh‘m
planning.,
12. Persomnel - Tutont of overstalfing whereby too many 1z,

people pet assigned to organizational.
units foxr the awount of work to be done.

lization of talents and

13. Persommel - Ixtent of uti
abllities of staff employees.
. Persornel - Adequacy of the Fitness Report form to L

permit accurate evaluation.

15. Personmnel - Adequacy of treditional fitness report 1
practices to provide employees with
honest straighllorward feedback as to
where they shovld improve,

16. Personnel - Fxtent to which "Chiefs" pick their buddies
for assignuents rather than persocinnel
being selected on the basis of who is
best qualified.

17. Degree of interparsonal openness, leveling and trust.

10. Avoidance of substantive issues for fea of causing
inter-personal difficulties and conflict.

Please comment upon any of the ebhove items which you found to
conbain unclear phraseoclogy.

Please comaent upon any practicers or conditions which should
be added to the s2bove list.

s

A
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ointicd YRR 0 ATTACIIMENT B
TOTAL SAMPLE
Sendor Sub
DCT Management Midearcer G5-14 Grid Total

orirn
TOTAL

ol
-
[S3ERAS IRV}

Dircctorate of Science & Technology

OF 1,
ORD 1
FMSAC

OSP 1 2
OSA '
0Cs 1
OSI

TOTAL 6

]

A
NN W

===

L.\)i)—t
i

[Sa
N

Directp_;‘g,te of Intelligg_l}ge

TAS
25X1 1
CRS
OBGI
OER
NPIC
OSR
DCS
OCI ;
IRS 1 |
TOTAL 18 8
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TOTAT, SAMPIE

Clandestine Senior - Sub
_Services Management Midcarcer G5-14 Grid Jotal
- 1 ]
CA. 1 1 2
ILUR 1 2 3
1 2 1 5 3
SB 1 1 1 3
TSD Z 3 5
WII 2 2 A
RID 1 ]
NE 1 3 4
g 4 4
25X1 [ . 1 2 3
TOTAL 10 14 14 38
Support Services
OMS 1 1
OC 2 1 f
O& 1 1 1 3
OL 2 3
or 1 2 1 A
o1 1 1 2
OTR 6 1 3 103
12 7 10 29

Of these 5 are Support Services and 5 CS. For the analysis by Dircctorates
in Chapter IV, the five CS individuals wore included in the CS Sample,

Cpn T
ia ]
}}, ket }

Approved For Release 2003/05/05 : CIA-RDP84-00780R003100110039-6



Approved For Release 2003/05/05 :;';Q]A—RDP84-00780R0031 00110039-6
SRRNES Y a pon

IS AN

BIISN

THE SAMPLE FOR DIRECTORATES

One-hundred-and-two individuals attending three Grid seminars completed
the questionnaire anonymously, Rcespondents were requested to indicate the
Directorate of their career service. Information on the number attending for
the three Dircectorates, their average age, grade, and length of service is as
follows:

DDS Sample: Twenty-six officers. Thirty-four percent of this sample were
enrolled in the Midcarcer course, 35% in the Senior Management course, and
31% in the GS-14 grid. Their average age was 46, the average grade GS-14. 1,
and their average length of service 16 years.

DDI Sample: Thirty-three officers, The pcrceht coming {rom each grid course
was: 21% Midcareer, 30% GS5-14 and 48% Scnior Management. The average age
was 45, the average grade GS-14,3, and the average length of service 15 years,
4 months.

DDP Sample: Forty-three officers, Thiviy-five percent were cnrolled in the
Midcarcer Course, 37% in the GS-14 grid and 28% in the Senior Management grid.
The average age was 46 years, the average grade GS-14, and the average tenure
15 years, 7 months,

(There werce no statistically significant differences in the average age, ftenure,
or grade across the three Directorates. )

The Directorate of Science and Technology did not have a sufficient number in

atlendance fo permit an analysis,

.
] ’Al"
LT L

FR
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PPercentage
Saying
Major or
Very Major
Degree

Table 1:

Quesiionnaire

Ttem

Number

rOTAL SAMPLE

PERCENTAGLS OF INDIVIDUALS INDICATING
CRRTAIN PRACTICES AND CONDITIONS ARE
ADVERSELY AFFECTING TIHE AGENCY'S
EFFECTIVENESS TO A MAJOR OR VERY.
MAJOR DEGHIK

Item Content

Compartmentation an excuse for not comrmunicating

Adcquacy of carcer planning

Titness Report Practices - not enough leveling

Buddy assignraents

Intergroup conflict-duc overlapping responsibilities

Bosses make decision without getting views
of subordinates

Clarity of goals in certain progirams

Clarity of goals in certain countries

Communication downward, not cnough upward

32 (33) 2
24 (22) 11
24 (11) 15
24 (33) 16
22 (31) 7
21 (21) 3
21 (25) 4
21 (38) 5

20 (18 1
19 (25) 14
18 (30) 13
18 (21) 17
17 (34) 9
15 (2:6) 8
15 (43) 10
14 (37) 18
12 (43) 6
9 (53) 12

At

Fitncss Report form adequacy

Use of employee talents and abilitics

Openness, leveling and trust

Intergroup conflict from compartmentation

Intergroup coaflict from lack of coordination

Cligquee hinder progress '

Avoidance of substantive issues

Getting "shotdown' while carrying out unclear
objectives

Overstaffing

% The figurcs in parentheses are the percentages of respondents who answered the

item in categorics 1 (Not at all) or 2 (Vo a very minor degree). It is of intercst

to note how the extreme scores 1 and 2 and 5 and 6 differ considerably from ifem
For example, Item 2 on compartmentation shows 32% saying this is &

to item.

serious (5 and 6) barricr, bul an almost equal number saying that il is no problein
However, item 15 shows 24% savying FR practices - not cnough

(1 and 2},

Approved For Release 2003/05“7(59'5’:-% 03

Ui

iAiRDP84-00780R0031 00110039-6

o!
H



NN s
Approved For Release 2003/05/05 : CIA;RDP84-00780R003100110039-6
Y ki f

(Table 1 continucd)

leveling - is serious but only 11% saying this is no problem. Thesc differences
arc related to the discussion of how widespread is the awarcness of the barrier
in contrast to how strong is the feeling that something be done about it.  (Sec

paragraph 12)
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Table 2: PERCENTAGES OI' INDIVIDUALS INDICATING
CERTAIN PRACTICES AND CONDITIONS ARE
ADVERSELY AIFFECTING THE AGENCY'S
EFFECTIVENIESS TO A MINOR OR GREATER

DEGRIKE,
Percent Saying
Minor
Moderate
Major or Questionnaire
Very Major Item Item
Pegree o Number Content
89 15 Fitness Report Practlices - not enough Jeveling
oose ] Communication downward, not enough wpward
79 3 Bosscs make decision without gcﬁitﬁnlwvzew: ‘
of subordinates
19 17 Openness, leveling and trust
8 11 Adcquacy of carecer planning
75 4 Clarity of goals in certain programs
75 14 Fitness Report form adequacy
74 8 Intergroup conflict from lack of coordination
70 13 Use of employee talents and ahbilitics
69 K Intergroup conflict-due overlapping responsibilities
67 2 Comparimentation an excusc for net commmunicating
67 16 Buddy assignments
66 ' 9 Intergroup conflict from compartmentation
63 ' 18 Avoidarce of substantive issucs
62 5 Clarity of goals in certain countries
57 6 Getting "shotdown' while carrying out unclear
objectives
57 10 Cligues hinder progress
47 12 Overstofling

SN
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COURSE: MIDCAREER EXECUTIVE DEVIEELOPMENT

Table 3: PERCENTAGES OF INDIVIDUALS INDICATING CERTAIN
PRACTICES AND CONDITIONS AR ADVERSELY AFFECTING
THE AGENCY'S EFFIICTIVENESS TO A MAJOR OR VIERY
MAJOR DEGRIE

Percentage
Saying
Major or Questionnaire
Very Major Ttem Item
Degree Number Lontent
30 8 Intergroup conflict from lack of coordination
27 7 Intergroup conflict-due overlapping responsibilities
24 2 Compartmentation an excuse for not communicating
Z1 3 Bosses make decision without getting views
of subordinates
21 5 Clarity of goals in certain countries
21 9 Intergroup conflict {rom compartmentation
21 13 Usc of employee talents and abilitics
R 16 Duddy assignments o
18 ] Communication d*(;\;/hx;a}‘a:wluioi: enough upward -
18 4 Clarity of goals in certain programs
18 15 Fitness Report Practices - not enough leveling
15 11 Adcquacy of carcer planning
15 14 Fitness Report form adequacy
12 10 Cliques hinder progress
12 17 Openness, leveling and trust
12 18 Avoidance of substantive issucs
9 6 Getting "shotdown" while carrying out unclear
objectives ‘
0 12 Overstaffing

P TP
R PR
[ PR B A A
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COURSE: SENIOR MANAGEMENT SEMINAR

Table 4: PERCENTAGES OF INDIVIDUALS INDICATING CERTAIN

PRACTICHS AND CONDITIONS ARE ADVERSELY AFFECTING
THE AGENCY'S EFFECTIVENESS TO A MAJOR OR VERY
MAJOR DEGREE

Percentage
Saying
Major or Questionnaire
Very Major Item Item
Degree Number Content
31 11 Adequacy of carecr planning
25 13 Use of employee talents and abilities
25 16 Buddy assignments
23 3 Bosses make decision without getting views
of subordinates
22 2 Compartmentation an excuse for not communicating
20 Y o Communication downward, not enough upward
19 17 Openness, leveling and trust
18 4 Clarity of goals in certain programs
18 6 Getting "shotdown" while carrying out unclear
objcctives
18 15 F'itness Report Practices - not enough leveling
16 i Intergroup conflict-due C)Vf‘l]chDTll" responsibilities
15 10 Cliques hinder progres
14 5 Clarity of goals in certain countries
4 14 Fitness Report form adequacy
13 12 Overstaffing
13 18 Avoidance of substantive issucs
11 9 Intergroup conflict from compartrentation
9 8 Intergroup ceonflict from lack of coordination

. o e
{,,: Lot SN ]
t l

L b b
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COURSE: MANAGRRIAL GRID (FOR G5-14s)

Table 5: PERCENTAGRES OF INDIVIDUALS INDICATING CERTAIN
PRACTICES AND CONDITIONS ARE ADVERSELY AFFECTING
TIE AGENCY'S EFFECTIVENESS TO A MAJOR OR VERY
MAJOR DEGREE

Percentage

Saying
Major or Questionnaire _
Very Major ltem Item
Degree ~ _ Number Content_
5] 2 Compartmentation an excuse for not communicating
37 15 Fitness Report PPractices - not enough leveling
31 5 Clarity of goals in certain countries
30 14 Fitness Report form adeguacy
27 4 Clarity of goals in certain programs
25 11 Adequacy of carcer planning
24 7 Intergroup conilict-due overlapping responsibilities
24 16 BDuddy assignments
a4 17 Openness, leveling and trust
20 3 Bosscs make decision without getting views
R of subordinates e
19 1 Communication downward, not enough upward
15 9 Intergroup conflict from compartmentation
17 10 Cliques hinder progress
17 18 Avoidance of substantive issues
10 S Intergroup coaflict {from lack of coordination
9 - 12 Overstaffing
14 6 Getting "shotdown' while carrying out unclear
objectives
7 13 Use of employec talents and abilities
Josprre Eole NV
R SN T ST
CreL T
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Table 6: PERCENTAGES OF INDIVIDUALS INDICATING CERTAIN
IRACTICES AND CONDITIONS ARE ADVERSKLY AFFECTING
THE AGENCY'S FFFECTIVENESS TO A MAJOR OR VERY
MAJOR DEGREE

Pcrcentage
Saying
Major ox Qucslionnaire
Very Major Item Jtem
Degree _ Number Content
23 1] Adequacy of career planning
22 5 Clarity of goals in certain ceountries
21 2 Compartmentation an excuse for not communicating
el oA6 0 Buddy assignments
16 7 Intérgroup conflict-due overlapping responsibilities
16 15 Fitness Report Practices - not enough leveling
15 4 . Clarity of geals in certain programs
14 13 Use of emnloyee talents and abilities
14 17 Openness, leveling and trust
14 18 Avoidance of substiantive izsucs
172 14 Fitness Report form adequacy
11 6 Getting "shotdewn' while carrying out unclear
objectives
11 10 Cliques hinder progress
10 8 Intergroup conilict from lack of coordination
10 12 Overstaffing
9 1 Communication downward, pot enough upward
9 3 Bosscs make decision withont getting views
of subordinates
9 9 Intergroup conflict from compartmentation

ISR
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Table 7: PERCENTAGES OF INDIVIDUALS INDICATING CERTAIN
PRACTICES AND CONDITIONS ARFE. ADVERSELY AFFECTING
THE AGENCY'S FFFECTIVENESS TO A MAJOR OR VERY
MAJOR DEGREE

Percentage
Saying
Major or Questionnaire
Very Major Item Iem
Degree ~ _ Number Content
30 2 Compartmentation an cxcuse for not comimunicating
30 16 Buddy assignments
27 3 Bosses make decision without getting views
of subordinates
27 11 Adequacy of carcer planning
24 "’ Intergroup conflict-due overlapping responsibilities
24 . 15 Fiiness Report Practices - not enough leveling
22 1 Communication downward, not cnough upward
21 4 Clarity of goals in certain programs
Bl M4 Flitness Report form adequacy
18 13 Use of emplovyee talents and abilities
167 5 Clarity of goals in certain countries
15 & Intergroup cornflict from lack of coordination
I 10 Cliques hinder progress
15 17 Openness, leveling and trust
15 18 Avoidance of substantive issues
12 6 Getting "shotdown' while carrying out unclear
objectives
9 9 Intergroup conflict from compartmentation
9 12 Overstalfing
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GROUP: SUPTOR'T SHRVICES

Table 8: PERCENTAGKS OF INDIVIDUALS INDICATING CERTAIN
PRACTICES AND CONDITIONS ARE ADVERSELY AFFIGTING
TIIE AGENCY'S EF #ECTIVENESS TO A MAJOIl OR VERY
MAJOR DEGREE

T'ercentape
Daying
Major or Questionnaire
Very Major Item Ttein
Degree . Number Content
42 2 Compartmentation an excuse for not communicating
39 9 Intergroup conflict from compartmentation
39 14 Fitness Report form adequacy
35 3 Bosses make decision without getting views
of subordinates
35 15 Fitness Report Practices - not enough leveling
32 5 Clarity of goals in certain countries
31 1 Communication downward, not cnough upward
31 4 Clarity of goals in certain programs
31 8 Intergroup conflict from lack of coordination
31 11 Adequacy of career planning
P 7 Intergroup conflict-due overlapping responsibilitics
21 16 Buddy assignments
2 17 Openness, leveling and trust
24 13 Use of employee talents and abilities
R 10 Cliques hinder progress
ie 6 Getting "shotdown! while carfifﬁxg out unclear
objectives
8 12 Overstaffing
8 18 Avoidonce of substantive issues
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Najor to Very : : ) e :

Najor (5, 6)

Itemn #3 - Bosses make decision without celting views of subordinat

Total C. 5. Intell, Suppori
No Problem : i i o 5%

(1, 2) P 21% i 30% {159 e
t N e s b am L
2’ . J,m e e e ] ;
AMinor to o {
Moderate (3,4) {58% ¢ 61% 58%
i ! I
Maior to Very S —. : oo :
‘f(ﬂoz (5, 6) P21 77 277

* Response calegories on six-point scale vsed on guestionnaire (Sce sitachment Aj
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Total *

Group

) :Rank 1
Order T,

ks aﬁ Effectiveness

Barriers to

3z,

for not communicating
24 11 !Adequacy of career planning

ot masesen =

not enough leveling

2_ Compartmentation an excuse
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r
24 15 {|Fitness Report Practices -
oy

4 16 :‘.Buddy assignments
7 yIntergroup conflict-due

overlapping responsibilitie

t
osses make decision without

B8

15% zo% . 25%

SECREY

Percentages of Individuals Who Answered

Organizational Barriers Questionnaires Items

in Categories 5 (to a Major Degree) or 6 (to

a Very Major Degree) Analyzed by Directorate

30%

CEYES G

35%

fiClarity of goals in certain
programs

getting views of subordina

IS
FS

o
—
n

Clarity of goals in certain
countries

es

FICURE 1

Communication downward,
not enough upward

-
S
—

Fitness Report form adequac|

. | |4 . .
1.8 2 | Use of ployee-talents and abiliti Legend !
1 L e |
8 1|7 Openness, leveling and trust Group
! ; L ‘
7 ‘19 Intergroup conflict from compartme: n N n [Blue l C.5
: . i 1 | ; —
s 8 | Intergroup conflict from lack of d i Grea;[ . Service
l’ | coordination i I I f : !
i i i i
\ B
5 10 ICliques hind ! ‘ ‘
1 ‘C iques hinder progress | | i i ed I I-n_te}l-
i . . i : i
_'WL_At 8 { Avoidance of substantive f A i 3 clagses_;
issues ‘ A i Senigr Grid
LZ 6 ||Getting ''shotdown'while cgrrlying ; ‘ ZS‘ *; ‘.lc e;‘d.zrl
| ) i out unclear objectives | B
! | ) :
-9 12 i Overstaffing N
| - AP o KB 1003 : -~




